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A LEGAL MANDATE 



P|^blic^ Law 94.142 rriahcJates a free and appropriate educatibh 
fit all handieapped chJIdrehv To accGfnplish this, the U.S. 
Office.of §peGlal Edueatisn provides money and assistance for 
innovative programs; _ 

In recent yfears, the Office's Pi vision of Innovation and 
DeVelppmeht'has taken steps to increase the capacity of its 
fu nded projects to i nst it tJt ional ize ed ueatlonalj n novat ions. 
These efforts reveal that the quality* validity, scope and rtierit 
of an innovative project do hotj in and of thernselyes, , 
determine the success of a project. Rather, a range of • 
seemihgly uhrelatMfactbrs play a significant role m eitlii 
faeilitatmgor hinderinj the institutionalization of an 
educational innovation. - * 



THE INVISIBLE COLLEGE ON THE INSTITUTIONALIZATION OF 
GHANGE 

The invisible College on the Institu.tionalization of Change , was heliat Bank - ^ 
Street College of Education in New York Qity on March 12-14,. 1980. The purpose of * 
the invisible (^llege was to provrde an opportunity for efducational th,eorist§ and * 
practitipners ttsSiteract in a supportive enyironrn^ information, review - 

theoretical pef^^^^^ eNticallyrexplore specif ic e^ueatibnaj ^ 

theory and. discover hbvy and vvheji research Iritb planned change and iostlto - ^ 
|ibnalizatidi>' Is converging. Signi-f ibaritjy, the ex^eriejij:e df practj^^^ working 
In the field coriflrrhed the conceptual perspectlves.presented by theoreticians. 

^The Faculty ^'6^ 

included; . • " ) . , . ' * . * * 



J. Victor BaldMdge^H/g/7e/fcfiyeaf/G 

Peter M._Bateman, Massacttusetts^ InstitutB of TecMology. 

HaXhati Browtij The New School ^ ^ ^ 

Ronald S. HayelbcR, iflmer/ean V 

NancyjI.'Hjmes, Sf a fe^^^ v « 

Sordon Kloj>f j Bank Street CoHege of Education 

Gary tambour, U,S^ Office of Special Edycation 

David Robinson, Carnegfe Foundaiioti for the Advancement of Teaching 
David Rostetteriy.S. d^^ 

Phjilp^U^ Runkei,J/n/v^^ ^ 

SeljtlaG.Sapif, SanfeSfAee^ I 
tella Sussirianh, Tu//s 

Pascal b. TrpHahis, Technical Assistance DeVeioprneht System 




. thB Statfof ttiB ImisiblB Co//ege on tEe Institutionalization o f Change included: 




■ ' ' ' ' _j_ • ' ' ' 

SelmaG^agif,i?/recf or Gary Lambour 

'Jfte;i,e^ Dmsionoflnhoyatiy^ 

^shaki H.f^^ david Rdstetter ^ 

Executive Assistant / Division of Innovative 

Sergio A^^ 

. Media Speciaitst . 



* This Guide reflects the ideasi^tliat emerged during the meeting of tlie invislbie 
Coiiege, it was designed to help project directors understand the cpmptex pro- » 
cess of Ihstltationailzation^ recognize the necessity for developing pdlitical sRills, 
be aware of pbtehtial pitfalls and learn methods of wbrRirig with others suc- 
cessfully.: It focuses on the hb.ri-technical factors that irripsict upon educational In- 
novations, answers •basic questions, provides practi^^^ 

ideh^tjfjes the_essent[ar^^^ Guide 
is based upon, "Educatjprt^^^ Political Pynamlcs.of Change,'* by J, 

Victor Baldridge and "Institutionalizing Changes In Schools,", by Philip* J. Runkel, 
which vyere written especiaNy for the Invisible College on the Institutionalization . 
of Change. 



New ARE EDUCATIONAL INNDVATIONS INSTimTIONALIZED^ 

' / ■ ' ■ 

' • ' , ' . . * ' ' . ■■ , . • ■ • 

Anjnnovation js osnsidered sueeessful when It has beeome an 
Integral part oHhe orlglna£sysjem: lnstlt^ Innovations 
do not conie into a vacuunri.^They need receptive people, places 
and settings for learning. • ' 

There are many approacPies to pjahhed cfia^ge. Three basic ap: 
proaches to change are ref lected in this document: 

1. THE RATIONAL/EMPIRICAL APPROACH, which assumes 
that appropriate knowledge and data will permit change to 
occur. ' . ■ 

2. tHE POWER/GOERGIVE APPROACH, in whicrh authority 
. mandates change. , ' 

/ 3.THE NORIVIAtlVE/RE-EDUGAtlVE APPROAGI^^ 

volves participative experiences through ih-service sl<iil 
and attitudinal training. . ^ . 

^ALL THRE^ approaches contain elernents that are essential for- 
Innovaf ior|/t0 be institutionalized wifliin existing systems. 



^ After the ihtrbductibn of an innovsrtion, a complex process 
^rriust be operative in order fo^^ 

tiOnalize|j. The Ihstitutiohanzatipn Process consists of se\^fn 
action-oriented components: 

. - • * . ■ ' ■ 

f i pjanning and Msnitertng Go ^ 
t Adapting Interna • 
; ^ Revising Mater^^^^^ 

<^ Modeling Desired Behavior 
V I Training As An jhtegral Part of Regular Work IVleetlrigs 
^ Building and Maintaining Suppor^^ 
F keeping At it ■ \ - 

■' ' .■<*'■ ^ " '* * ■ . . ■' .J ■ " '■ 

TbgetRer, th§se 6eveh cbrnpbnehts cbmpri^^ Iri- 
cludes accumlilalibn of knbwjedge^cRange mandated by authority 
arid in-servk;'e skill and attitudinaj training, all of which are essenfiSI 
for ihstjtut?onalizatiOh to Occur. It is critical that this process, and 
not jus*|heirig,ovative program, be institutiOhalized. * . 
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; VWHY ARE POLITICAL SKIttS NECESSARY? 



. jntrerent In the institutionalizSitien greeess Is the awareness 
that pqlLtteal skills are essential anj^that eareiul attention must 
be glvpnlo organization^ / 

The ability to start and sueGessfui]y|mpre^ 
requires ah understandi^ngj)f how schools^and school districts 
function as political systems. New projects jTiust cohtehd with 
old prograrns that have a vested interest in . protecting their db- 
:' rnain: If the political dyharriics are hot carefully cdhsidered, a 
; new project will die. 3 - „ 

Organizations are hard to change, in large measure because 
people fear change and try to' maintain the status quo*. Educa- 
,• tional innovations are particularly vulnerable because, often, the • 
sponsors of a new project are skilled in one specialty 
technical knowledge, program design or group dyhamics. Rarely 
do they combine all three. 

Political skills in the context of this Gui^ieare strategies for in- 
itiating and ensuring the survival of a project. Political skills are 
necessary to: 

. / • Influence the decision-making process, 
•Marshall resources, .. 

• Obtain orgJanizational Support, * ■ 
^ • Obtain community support, 

• Use authority effectively, arid 
. . • Protect the project from attacks by 

' internal and external interest groups. 
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WHATiRE ORGANIZATIONAb PGLITIGS? 



drganizatisnai polities prsvi^e the setting in whieh educa- 
tionai Innevatibns ©ceurrThis settjng Is comprised of internai 
and external J hterest groups that^jockeyjor Influence^ struggle 
for power and dalni tfie rj^ to make decisions. The basic task 
of'ah effective cfiahge agent is to build;a political base for ih- 
fluehcing decisions. 

A key aspect of brpmzatibnai pplitics is policy ffbrrriatidn. 

Policy de^isidhs are critical and should not be considered 
routine. Major policies cdrrinlit an organ ization to defii^iite goals 
and! deterrnihe the long-range destiny of the organization. 
Because policy decisions /commit organizations to courses of 
Metfpfl organizations use their influence to see that 

thifr speciai interests are implemented In policy; Tht^, policy- 
making beeo^ niajor po|nt of conflict — a watershed of in- 
terest gro^p activity that permreates 

^The ffrst step_in rriountmg an Ihhovafive prograrh is plahhing 
and^ii^itipring initial support from the host' organ ization. The 
primary task, then, becomes obtaining the commitment of other 
decision- makers who will assist in obtaining the consensus of 
thei^rxjblleagues. 

In most educational settings, a complex process of decision- 
by-committee is involved. The natural inertia vof organizations 
can be overcome through skillful committee tactics. For this 
reason, organizational politics often means committee politics. 
Having influence over a committee often is equal to having in- 
fluence over the decision. ^ 
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eOMPONENTS THl PReeESS IN A POblTIGAb CONTEXT 



Ooilaborative plahhihg must involve ihterhal and external 
resources who are CGrhrnitted to the innovatlGin. Generally, out- 
side-: consultants are eorftniitted to facilitating innGVations: 
Generatliig a similar internal .oommiiment is, typically, a function 
of^lillffeommittee polities. To b6gin with, it becomes essentiaf 
to get on .the right committee and, once on the committee, to do 
your homewprk. jrpossjble, jt^s a good idea to become the com- 
m^itf ee chajrperson or secretary. Th^ c^ialrperson set§ J^he agenda 
and the secretary serves as the memory of the committee by 
reiterating irnpbrtaht issues. 

Effjectlve mbnltbflng is,crit|cal to t ihstitutiohalizatioh of.ah 
ihhdvatjdh. jt^ too, must be cdljabprative — a shared process with 
abuilt-ih se|^cdrrectidh capacity that is linked with plahhihg. 

- th the ihitiail stages of the innovative process, it is necessary tQ 
trace the. decision flow dh.thrdU.g'H to execution.and to fight when 
issues are distorted, the truly effective change agent tenaciously 
monitors the decision-making process and draws attention to any 
lapses that may occur. 

Extinction is part of the life-cycle o^a project. Once an innova- 
tion has been InstltutionaNzed, it js important to re^member that 
few good changes have eternal lives. Here,^hared monitoring for 
effectivehess includes evaluating^ judging and deciding whether 
pefrfdrmahce meets expLectatidh and whether the heed fdr the in- 
hp^tidn still exists. Effective rhdhitdrihg and pdlitical expertise 
require the ability to extinguish a projectthat has been fought for 
and won when it has outlived its usefulness. 

12 ■ , i ' 




n PtANNLNG AND MONITORING 
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ABAPTiNS INTERNALAND 
EXTERNAL. EXPERTFSE: BUILDINOI A TEAM 

Mutual adaptatlsn eoneerns striking the appropriate balance/ 
bet\A/een interna[and external human, resourees. It builds on the 
strengths of each and neutralizes the Weaknesses. 



Both internal and externahhurriah resources have important 
assetsahdpbtehtlailiabiliti.es. 

- - ' ■/ / ■..■"■». ^ ; ...... . -' - ' ' , - 1^ ■- . ■ — ■ • ' — — n-^^ > 



' Assets tiBbUWes 


Internal Tai 

• Understand the local situatiqh. 

• Are cdmmjtted to an innova- 
tion work because they must live 
with it long after Outside people have 
left. - • : 

• Have access to the channels for 
irhplehiehtatidh: 

■ ^ 


5k Forces: 

Can creite overwheJrnlTlg conflict. 

• Can create political problems by 
recalling past problems and opening 
old wounds. 

• Can be cdstly ahdjprdblemmatie in 
terhis of rridhey, commitment, faeul- 

' ty and. administrative time. , 

• May be so ego-involved and Ibcked 
into oldivays that they are unable to 
gain fresh perspectives on 
problems. 


External Cc 

• Bring a fresh pers^ 
specialized expertise. 

• Are isolated from internal politics 
and have greater objectivity. 

Have no ego-involvement in the 
status qUd. 

0 i 


msUltahts: 

• Often faii to understand the 
dynamics of the unique local situa- 
tion (indeed, their ignorance is 
cpiiimohJy rnisinterpreted as 
objectivity). 

• back channels for implementation. 

• back ego-investment or the authority 
to implement recommendations. 

• Can be used by an administrator to 
support his/her policies. 
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Given the strengths and shortcomings of internal and external 
talent, the/most suee^sful strategy is the eemtmwd utilization' 
of outside eonsuitanti with an internal task foroe. The internal 
task for^e might take the form of Huhkel's Cadre of Orgariiza- 
tional Specialises. ^ , 

A Cadre of Orgahizatiohal Specialists is a ^ 'c^^ group 
within a school district that w toward school improvement 
by providing cbhsultatjoh in brgahizatidhal development to 
peers. The purpose of a Cadre is to: 

• Increase the pTbblem-solving capabilities of schools. 

• Enable schools to cope with changes in roles, duti.es, 
interpersonal relations, coordination and communication. 

• Build sblutlbhs to problems vvith the people wh 
implement them, and 

• lrh|)rbve the quality bfvvbrk life. ^ 

Cadres serv4 the process sf: 

• Building Support Systems 

• • Adapting Internal and External Resources^ 

• In-Service Traifffng 

• Modeling Desired Behavior - 

• Coping with Staff Turnover 
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There are ten gu|de[ines f or the^^^^ 

Cadre of Organizational Specialists. 

H Draw members from all ranks - . 

(H Assign members part-time to the Gad re with financial com- 
pensation or lessening of other responBibilit4bs. 

H] Provide services by teams. ■ . ■ " 

H Let the Cadre fespbnd to requests — do hot impose Cadre 
services'. \, • 

d] Plan at least three weeks of training for Cadre^mernbers. 

[I] Do not assign Gadre\meml3ers to consult with\units in which 
they are regularly employed. \ 

' . . . . \ 

@ Appoint a<coordinator of the Cadre who will v^ork at least 
half-tlnhe.on the group*s behalf. 

ffl Allow the Cadre to have at least 10 members. 



U Give the Cadre its own budget. 

El Provide time for the Cadre's own self-renewal; recruiting and 
training new members, actjUjhhg new skills, renewing its 
own eohesiveness and planning for the future. 



^ * 15 



REVISING MATERIALS TO MEET LOCAL 
NEEDS ; 

-J % , \ . ' " ■ / 

Innovation requires re-exarrrihatiph of the purpose and func-. 
tjbn of existing practiGes. Rather than beirig wasteful duplic^^- 
tjbris of effort, it actually results in services that are rnore effec- 
tive and more relevant to the needs of the target population'. 

Wi^hiri the* life cycle, of an innovation, it 1s sometimes 
necessary to 'Ve-invesai ttie wheel." Revision is a key, .element 
during needs assessment, planning, implementation^ mo^nitorlng 
and extinetion. 

The revision process reqijjres skil If u[ organ izat^ional politics - 
because !t often threatens those with a vested interest in the 
status quo. The ability to marsf^ll cooperation and defuse 
potentially explosive situations depends upon the" degree tb' 
which political dyriarnics are ur^erstbbd and used. 

V The rnutual adaptatibh bf p'rbgrarhrhed ihhbvatibhs depends, 
heavily upbh the revisrbh process, i.e., the ability of local 
syiterhs to revise widely cfisseminated materials to rfieet thejr 
own needs. 



MODELING DESIRED BEHAVIOR 

: * ' ' ' . 

, In brder for desired bePiaylbr to become part of the system, it 
must first be modeled. Successful change agents are aware of 
the importance of moaeling both human relations and technical 
skUls dh ah dh-gbihg ba^is. ^> 

. Modeling demonstrates concretely that an Innovative ap- 
proach works withjn the context of an .imperfect environment 
and not just on paper or in 'some ide&l setting. It is particularly 
valuable when working with seasoned professionals who avoid 
faking risks and are resistant to anything that is ineongruent 
with their previous training arid cumulative experience. 
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TRAIN IN G AS AN INTIGRAL PART OF 
REGULAR WORK MEETINGS 



in-service training is an essential eomponent of the innovation 
process. Training must be: 

. • Long-term, 

• Conductfed'arrlong intact \A/ork groups, 

^- . . _ , . . .: ■ . . ^ ■ ^ 

• Ah ihtegrai part of regular wbrl<: meetihgs, ahd 



• A combination of technical and human relations skills. 

These four criteria for training serve to legitimize an innova- 
tion arid confer, status upon those who suecessfuHy adapt to it. 
Jn addition, in-service training must develop techjiicaj and 
human reiajlons skills, giving special attention to examining the 
^ impact an inpovation has on role inter-relatiohships. 
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BUItgiNS AN5 MAINTAININ&SUPPORT 

SYSTEMS 




Ih^rder to get people within a system to buy into an innova- 
tion, it is ne.eessary to build consensus about what is going to 
oeeur. To aeeompiish this britical tasK» it is essenjial to obtain 
^support from externai eonstituekicies to influence the internal 
proeess. External interest grotlps exercise cprisiderable ih^ 
fluertce over the poiicy-mahing'^roeess. External pressures and 
formal confrohby oujsjde agencies, especially in public ihstitu- 
tibhs, are p^erful snapers of internal decision processes. 

, An effective way of sfrucjurihg broad-ba^d social support for 
jln inhpvatibh is to build ooilitions that i^lve outside groups, 
as. well as inside groups. Programs for 'the education of the 
handicappied Owejheir very existeh^ce to outside forces prbrnp- 
ting internal educlrional innovatidh.: Therefore, it is necessary to 
understand the powerful nature of coalilioh-buildirig and hdw to 
use it to creatQ strong support systems. 
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KEEPING AT IT 



During every phase of a prsjeet^s life eyele, it |s neeissary to 
keep at it. Politleajly, most deslsjons are made by people who per- 
sist. Power belongs to those who stay long enough to exercise it. 

At the begihningj^the person who sticks with a comrnittee is 
likeJy to have enormous impact on the decision^to undertake a 
project, fund and staff it. During the implernehtatibh phase^ steps 
to defuse pbteritially volatile political situations rnusibe taken oh 
an bh-gbihg basis. When a prbject reaches the fih^ stage in its 
life cycle, skillful pblitics.are essential to effectively deal with' at- 
tempts to perpetuate a project that has outlived its usefulness. 

overall, three years is the minimtim amount of tiitie for an Ifi- 
novation to be institutionalized. - . 



- # ; ' ■ 
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\ j TROUBLESHOOTING 

Tfiree common intpedimehts to su^ees^f ui insfitutionalization are: 

INACCURATE DIAGNOSIS/NEED^ ASSESSMENT ,^ ^ 

^^^F6lld\rt/[ng the'jntro^ InnQvationi fin aeedrate,, 

comprehensive needs assessmen|^^ an a^solutely essential part 
pf^l^ pipjecf planning process^ TDlavold;an|n^a^^ 
In the planning phase of a project, cbnsfderthise "Don^ls": • 

• •^^Ohf't allow precdhceived sqlutiohs to distort decisions 
within your own pb\/vef domain. i - v 

• DOh'f be superficiial. Dig deep enough fb get at real 
problems^and needs. | . .. ' . ^ 

' • • Don't ehasegrants mindlessly. Pursue only those that • 
have a real eonneetlon to legitirriate organizational needs. ■ 

• Don't be swayed by di^tside cohsultants who often have a 
vested interest in a particular, type of project or approach 
that may be' unsuited to local-cohdif rohs.- ' ° • 

STAFF TURNOVER > < : 

Staff tjjrndver, particularly that of key staff rhernbers, severe- .• 
ly undermines the strength of an inridvatiye project, it is therefore 
essential that|times and procedlires be established fdr the train- 
ing and socialization of new members to replace thdse whd leave. 



INEFFECTIVEUSEOFAUTRORITY; 

^ Be aware of thre •, J imi.tati0ns_ of formal authority. Wittiin 
bureaucratic systems, ferrnal aulhoriiy is":iiyerely limited by the 
political pressdre^and. bargaining poWer of^ interest j^ups. Of- 
ficiafs must jocRey between building viable- positions among 
.powerful segments. ' , 

• Nevertheless, Using the aUthc^^^^^ Systerri allows 

aeadlmes on the decisioh.:^^ t)^ set, a functional 

division, of labor arid teward's^tq^ for people whose 

behavior'helps pro|;no.te the Change; ReVs/grds can be; in the form ' 
of money, prestige ^r publie aeeja ^ ' 

. i y ' _ ^.V''_^'' _ j 

Administrafive supp^)rt a life or death rnatter for an innovative 
prpject. It is absblutely essehtial that careTuI attehtibn be given to 
/aprx)jeqt'8,structural and adrhihistr|tive location Vy^Uhih a systern. 
Effective use of authority can rpia^ the vanguard of the 

peojjle respdhsible for the irriPlefri^htatibn and execution of 
decisions. - ^ • . • '' 

,. jnnovati'ons attached to prog'rarffs In the middle ranks of, .a 
^bureaubrScy Usually fail quickly. Nevv. projects need the protec- 
, tion^of a powerfu[administrat0r who can shelter them from attack 
frim other administrators 1)vho^^.f^ addjtion and 

significantly^ authority ]s . pecessary to. com rn ft funds^ The 
q/Jickesf ahd'mbst effective way to kill a' project is financial 



SUMMARY 



i 



^ |nstitujiona^ization requires a clear /understanding of ttie impor- 
tance and methods of: y ' 

• integrating approaches to changed 

• becoming sl(ilif ul in orgahizatiohal politics; 

• avoiding cbrtimoh pitfalls ah^ 



Institutionalization Process are in place. 
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• Thjs;^^^ not have been possi^ile wit^ help and 'suppprt of many 

,V\ pe0Rte grateful to President Ruopp, bprbthy Carter and Anne. barling 6f 

^ Bank Street College of Education, vvho gave generdusly of the and talents. , 
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